Introduction
Background to the study South African public service leadership is a sensitive matter on the agenda of interest groups and societies, to mention a few, today. The United Nations Development Programme (2003, p. 2) highlighted that 'for the public sector organisations to survive and succeed in today's unstable ever changing environment they need to address leadership'. Furthermore, the United Nations Development Programme (2003) emphasises that the public service needs a corps of people who, whilst operating within the framework of the rule of law, are able to apply transformational leadership skills when tackling extraordinarily difficult challenges. Bass (1985 Bass ( , 1998 ; Bass and Avolio (1994) ; Nemanich and Keller (2007) ; Waldman, Javidan and Varella (2004) define transformational leadership as a relationship between a leader and followers based on a set of leadership behaviours that subordinates see as showing idealised influence, motivational inspiration, intellectual stimulation and consideration for people.
In addition, line managers or leaders are key sources of influence on leadership acceptance, performance and job satisfaction. Employees who work in changing situations may have a more positive, open-minded approach to the change of leaders and develop a more accepting attitude. Groenewald and Ashfield (2008) argue that transformational leaders could reduce the effects of uncertainty and change that comes with new leaders and help employees to achieve their objectives. Bass and Avolio (1994) supported this idea. They state that transformational leaders could raise subordinate performance to an acceptable standard.
Researchers like Haslam and Platow, 2001; Hogg and Terry, 2001; assert that a shift from the individual towards the social (group) level of identity is a step toward successful leadership transformation. Van and Van Dick (2004) argue that the members of high salience groups, with which people identify strongly, significantly affect the efficacy of their leaders according to how prototypical of them the members see them to be.
The research problem
National elections represent a significant strategic renewal for government leaders. However, they also pose significant challenges to the effectiveness of their leadership. According to Nemanich and Keller (2007): successful management of employees' attitudes after national elections is vital because employees can choose to leave the services or remain, hold onto critical operational knowledge or share it, and raise their productivity level or become distracted by new leadership. Further, stress that leadership transformation and redeployment of employees can cause social identity issues that can lead to frustration and anger about uneven performance and reduced job satisfaction. (p. 49) Ernst and Vitt, 2000; Hogg and Terry, 2000; and Nygaard and Dahlstrom, 2002 maintain that these leadership issues can cause an exodus of talent, tardiness, absenteeism, lower productivity, reduced customer satisfaction, less innovation and, ultimately, reduced economic benefits. Therefore, it is vital that managers become transformational leaders because leader effectiveness determines the success levels of organisations.
The transformational leadership literature reminds us that a wide range of factors affects employees. Their leaders, who hope to initiate change in departments and generate follower acceptance, face a daunting task (Kavanagh & Ashkanasy, 2006; Michela & Burke, 2000) . Early research that built on the 'great man' theory of leadership (Judge, Bono, Ilies & Gerhardt, 2002) found that, for leaders to be effective, they must behave differently in different situations. Transformational leadership positively affects a wide range of individual and organisational outcomes in a variety of contexts, including business (Jung, Chow & Wu, 2003) , the public sector (Rafferty & Griffin, 2004) and education (Koh, Steers & Terborg, 1995) .
Research objectives
Recent reviews (Balogun, 2003; Harris & Moran, 2000) of research into government or public service leadership transformation after national elections show that few studies in South Africa have examined the effect of transformational leadership on subordinate leadership acceptance, job performance and job satisfaction. Therefore, the present study has attempted to answer the research question of whether transformational leadership has a beneficial relationship with subordinate leadership acceptance, job performance and job satisfaction.
The main objectives of this paper are:
• to obtain information on how transformational leadership variables relate to subordinate leadership acceptance, job satisfaction and performance
• to provide policy-makers with useful recommendations on how to improve and develop best transformational leadership practices.
Trends from the research literature Transformational leadership and contextual antecedents
Transformational leadership theory postulates that transformational leadership emerges more strongly and effectively in situations of crisis or uncertainty, like those that occur after elections Shamir, House & Arthur, 1993; Yukl & Howell, 1999) .
According to Bass, Avolio, Jung and Berson (2003) as well as Vera and Crossan (2004) , transformational leaders help subordinates to unlearn past routines, develop creative solutions to ambiguous problems and respond appropriately to new environments.
Waldman, Ramirez, House and Puranam (2001) argue that charismatic leadership influences the performance of organisations in an environment of uncertainty, but not in more stable situations. Pillai and Meindl (1998) also found that, in demanding circumstances, transformational leadership behaviour tended not to emerge. In a study that Covin, Kolenko, Sightler and Tudor (1997) conducted, charismatic leadership behaviours had a positive relationship with employee satisfaction.
Therefore, transformational leadership is 'a relationship between a leader and followers based on a set of leader behaviours perceived by subordinates as exhibiting idealised influence, motivational inspiration, intellectual stimulation, and individual consideration' (Bass, 1985 (Bass, , 1998 Bass & Avolio, 1994, p. 88 ).
According to Bass (1998) individualised consideration makes employees feel that their organisations value them and their need to understand and resolve their personal uncertainties. Transformational leaders make subordinates feel that they have a calling to work toward a valuable purpose, like building new and larger entities. The effect of these transformational behaviours is that employees will be more satisfied with their jobs because they believe that they are doing important work for leaders who value their contributions.
Leadership acceptance
Leadership acceptance is the extent to which subordinates have a positive attitude to their appointed leaders and perceive the changes as beneficial (Bass & Avolio, 1994) . According to Marks and Mirvis (1992) , leadership acceptance is an important organisational outcome because subordinates, who are more satisfied with the organisational change strategy (like new management styles), are likely to adjust more quickly to the new culture and strategies that the new leaders are trying to implement. In addition, they argue that resistance to the new leaders is an underlying cause of unproductive behaviours that range from reduced productivity to sabotage.
Employees enter their new jobs with their own set of expectations based upon their previous experience. These expectations place meaning, motivation and cause-effect relationships in order. According to Drazin, Glynn and Kazanjian (1999) , they share commonalities in these expectations with co-workers from the same previous leaders, but not with co-workers from the new leaders. Employees' pre-existing expectations may also overlap very little and even conflict with new their leaders' expectations, which represent the reality of the new leaders. In addition, Robbins, Odendaal and Roodt (2002, p. 73) For subordinates to be satisfied with their new leaders, they need to be able to understand the need for social services and believe that this is worthy of the disruption the new leaders may cause. They need to be able to relate to the new vision for the future at national, provincial and municipal level and find it to be a desirable objective. The skills of transformational leaders facilitate this process by explaining the vision and socially constructing common frames that form the groundwork for building consensus. The skills of leaders at communicating a vision to employees, and inspiring support for it, are the basis for building employee understanding of organisations' reasons for change. In support of these arguments, Robbins et al. (2002) , and Nemanich and Keller (2007) have found that charismatic leadership has a positive relationship with leadership acceptance.
During times of leadership change, it is important that the leaders of organisations create an atmosphere of psychological safety for all employees to engage in the new behaviours, and they need to be involved in order to verify for themselves the validity of the new beliefs and values.
According to Nemanich and Keller (2007) , transformational leadership is essentially a process of social influence in which employees want to feel included, supported and reinforced. Van Dick (2004) , Van Knippenberg and Hogg (2003) maintain that relations between employees and their leaders will affect perceived leader effectiveness. Therefore, understanding these relations needs to include issues about employees' self-concepts. However, many peripheral aspects, like organisational culture and leadership practices, may be constraining factors that will affect employees and their perceptions of their leaders.
Transformational leaders use idealised influence to empower followers, thereby raising their tolerance for uncertainty and their ability to adapt to new, changing conditions. According to Maitlis (2005) The researchers formulated hypothesis 1 using the preceding literature:
• Hypothesis 1: Transformational leadership has a positive relationship with subordinates' leadership acceptance.
Job performance
Job performance, broadly speaking:
encompasses both what employees do and how well they perform their job, the initiative they take, their resourcefulness in solving problems, the extent to which they completes tasks, the way in which they use their available resources as well as the time and energy they spend on tasks. (Mokgolo, 2008, p. 245) Transformational leaders inspire followers to perform beyond normal expectations. For example, transformational leadership positively affected the performance of teams in a longitudinal study that Keller (2006) conducted and of subordinates in a cross-sectional study that Whittington, Goodwin and Murray (2004) performed. These studies found that transformational leadership had a direct effect, at all levels in the hierarchy, on the performance of followers.
In addition, by building employees' identification with the new leaders, transformational leaders motivate employees to engage in organisational citizenship (Bono & Judge, 2003; Shamir et al., 1993) for the good of their organisations. By setting an example of individualised consideration, transformational leaders model positive interpersonal behaviours that reduce conflict and improve productivity in the workplace. Bass (1985) developed a model of situational antecedents for transformational leadership and emphasised the importance of contextual antecedents in later work (Bass, 1998; Bass et al., 2003) . In his model, transformational leadership is particularly effective in changing environments as well as during times of uncertainty and distress (Bass, 1998; House & Aditya, 1997; Waldman et al., 2001; Yukl & Howell, 1999) . Transformational leaders:
are essentially change agents; they visualise a future different to that of the status quo and inspire subordinates to work with them to achieve the future goals and objectives of the public service. (Vera & Crossan, 2004, p. 224) After national elections, transformational leadership behaviours play a critical role in helping subordinates to accept that a better future lies in integrating public service departments or units. In addition, Bass et al., (2003) state that, by inspiring employees to work toward that future, transformational leaders motivate employees to maintain their satisfaction and improve performance despite their uncertainty and anxiety about integrating.
These studies helped the researchers to formulate their second hypothesis:
• Hypotheisis 2: Transformational leadership has a positive relationship with subordinate job performance.
Job satisfaction
Because job satisfaction is a widely researched and complex phenomenon, it follows that there are many definitions of the concept. According to Lumley, Coetzee, Tladinyane and Ferreira (2011) Robbins (1993) also stated that people with high job satisfaction seem to have generally positive attitudes whilst those who are dissatisfied appear to have generally negative attitudes to their jobs. Spector (1997) , cited in Lumley et al. (2011), explains: that for researchers to understand these attitudes, they need to understand the complex and interrelated facets of job satisfaction, namely pay, promotion, supervision, benefits, contingent rewards, operating procedures, co-workers, nature of the work and communication. (p. 102) Research shows that job satisfaction does not occur in isolation because it depends on organisational variables like structure, size, pay, working conditions and leadership, which all characterise the climate of organisations (Sempane, Rieger & Roodt, 2002) .
According to Rothmann and Coetzer (2002, p. 30) , job satisfaction amongst employees 'is an indicator of organisational effectiveness, and is influenced by organisational and personal factors'. Most employers realise that the optimal functioning of their organisations depends partly on the level of job satisfaction of their employees. Therefore, the statement that 'happy employees are productive employees' (Saari & Judge, 2004) applies. Rothmann and Coetzer (2002) also emphasise that employee job satisfaction is very important and, for employee performance to improve, organisations need employees' full commitment at all levels.
Therefore, leadership affects employees' job satisfaction greatly and can cause employees to resign, to become tardy in productivity or to decrease their performance. It is also clear that situational appraisals, which will reflect employees' cognitive evaluations of how situations or events will affect their levels of wellbeing, influence their reactions to changes in leaders. Some employees experience fewer negative effects and are more accepting. Those most affected no longer care and are simply trying to survive.
These notes led the researchers to:
• Hypothesis 3: Transformational leadership has a positive relationship with job satisfaction.
Research design Research approach
The researchers used a quantitative survey design (Shaughnessy & Zechmeister, 2003 ) to achieve their research objectives.
Research method Research participants
The participants were middle-and top-level employees from various public sector departments at provincial head offices. The researchers distributed anonymous questionnaires to 1050 employees, which they had to complete themselves, in all the departments. Of these, 66% were men and 34% were women. The participants completed 896 questionnaires. This is a return rate of 85%.
The researchers collected their data from employees a year after the elections. Employee survey instruments collected data on employees' perceptions of:
• their managers' transformational leadership behaviours • their perceptions of their own levels of leadership acceptance, job performance and job satisfaction.
The employee questionnaires included an open-ended invitation to provide comments.
The researchers drew a 30% systematic random sample using a population list of approximately 3500 public sector employees from all functional categories. The sample excluded employees in departments located outside the head office in each province. The reason was that employees in these departments do not often engage in as broad a range of tasks as employees in head offices do.
Measuring instruments
The researchers used employee survey instruments to collect data on perceptions of:
• managers' transformational leadership behaviours • employees' perceptions of their acceptance of leadership • employees' perceptions of their job performance • employees' perceptions of their job satisfaction.
The employee survey questionnaires included an openended invitation to provide comments.
The researchers measured all variables using a five-point response scale. It ranged from 1 (strongly disagree) to 5 (strongly agree). In some cases, the researchers needed to make slight changes to sentence structure.
The transformational leadership questionnaire: The researchers measured transformational leadership using the Multifactor Leadership Questionnaire (MLQ). It comprised 20 items. The researchers selected the items according to how well employees assessed the theoretical constructs the researchers highlighted in the introduction to this article (Bass & Avolio, 2000) .
The MLQ assesses idealised influence, inspirational motivation, intellectual stimulation and individualised consideration. In some cases, the researchers needed to make slight changes to sentence structure. The researchers discuss the transformational leadership questionnaire items below.
For idealised influence, the items the researchers included the extent to which managers encourage employees to be team players, motivate sections to work together to achieve the same goals, develop a team attitude and spirit amongst employees and believe that all employees are crucial to the success of the departments' goals.
For inspirational motivation, the items the researchers included the extent to which managers encourage high standards, talk optimistically, express confidence and speak enthusiastically.
For intellectual stimulation, the items the researchers included the extent to which managers ask questions that make employees think, get employees to rethink the way they do things and challenge employees to think about problems in new ways.
For individualised consideration, the items the researchers included how managers spend their time, the extent to which managers treat employees as individuals, the extent to which managers consider that employees have different strengths and abilities from others and develop employees' strengths. The Cronbach's alpha was .96.
The Leadership Acceptance Scale (LAS): Covin et al. (1997) developed the LAS. The researchers used it to assess and determine employees' perceptions about the leadership transition. The researchers used 13 items and in some cases they had to make slight changes to sentence structure. The LAS assessed the dimensions of responsibility, influence, teamwork, ability, goal setting and self-image as well as the extent to which employees accept change. The Cronbach's alpha was .71.
The Job Satisfaction Survey (JSS): The researchers measured job satisfaction using 12 items from the scale that Spector (1997) designed. The JSS measured security, working conditions and advancement. Mokgolo (2008) previously tested the JSS on a sample of 231. It yielded a Cronbach's alpha of .88 (Mokgolo, 2008) . The Cronbach's alpha for this study was .79.
The Job Performance Survey (JPS): The researchers measured job performance using 12 items from Zammuto, London and Rowland (1982) and Schepers (1994) . The researchers used the JPS to measure the accomplishment of objectives and acceptability of interpersonal behaviours. The job performance items included achievement, flexibility and innovation, decision centralisation and social relations. Cronbach's alpha for this study was .76.
Research procedure
The researchers received ethical clearance and permission to conduct the study from all the provincial departments that agreed to participate in the study. They visited the participants at their workplaces to conduct sessions that would last approximately 40 minutes each, during which they would collect the data. All participants received the questionnaires and covering letters that explained the purpose of the study and ensured confidentiality. The participants indicated their consent to participate by returning the questionnaires.
Statistical analysis
The researchers chose their data analysis procedures based on their applicability to the correlational nature of the research design. The researchers used descriptive and inferential statistics to analyse the data.
They conducted linear regression analyses to test their research hypotheses. Although they set a cut-off point of p < .05, they also considered a practical effect size of r > .30 (medium effect, Cohen, 1992) for the correlational analyses so that they could interpret the practical significance of the findings. In terms of the linear regression analyses, they used the value of adjusted R² to determine the proportion of the total variance of the dependent variables (SLA, JPS and JSS) that the independent variable (MLQ) explained. For the purpose of this study, they treated r-values larger than .30 (medium effect) and R² values larger than .13 (medium effect) as practically significant. Table 1 gives means, standard deviations and instrument reliabilities. Tables 2, 3 and 4 give the results of the standardised linear regression analyses for transformational leadership and the dependent variables of leadership acceptance, job satisfaction and job performance. were also significant contributors (adjusted R 2 = .24). They showed that the independent variable accounted for 24% of the variance in subordinate leadership acceptance. Table 3 shows linear regression analysis estimates for job performance, as a dependent variable, and the transformational leadership dimensions. Idealised influence was the best predictor of job performance (β = .31; p ≤ .001). Intellectual stimulation, individualised consideration and inspirational motivation (β = .22; p ≤ .01; β = .13; p ≤ .001; and β = .12; p ≤ .01) were also significant contributors (adjusted R 2 = .60). They show that the independent variable accounted for 60% of the variance in job performance. Table 4 shows linear regression analysis estimates for job satisfaction, as a dependent variable, and the transformational leadership dimensions. Inspirational motivation was the best predictor of job satisfaction (β = .41; p ≤ .001). Idealised influence and intellectual stimulation (β = .19; p ≤ .001 and β = .16; p ≤ .001) were also significant contributors (adjusted R 2 = .62). They show that the independent variable accounted for 62% of the variance in job satisfaction. In the light of these results, the researchers accepted their hypotheses.
Results

Discussion
The purpose of this study was to investigate the relationship between transformational leadership and subordinate leadership acceptance, with job performance and job satisfaction as dependent variables.
The results of the study provide much-needed insight into the relationships between transformational leadership behaviours and employee attitudes and performance in the public service. The results also point to issues that the public service could address to root out the causes of poor service delivery, which results from incompetent management and leadership.
The results yielded significant correlations between transformational leadership and the dependent variables of leadership acceptance, job satisfaction and performance. With regard to transformational leadership (mean = 3.60), intellectual stimulation appears to be the best predictor of subordinate leadership acceptance (β = .18, p < .01; mean = 3.38). Idealised influence (β =15, p < 01) and inspirational motivation (β = 12, p < 05) are also significant contributors. The independent variable accounted for 24% of the variance in subordinate leadership acceptance (see Table 2 ). Table 3 shows that idealised influence is the best predictor of job performance (β = .31, p < .001; mean = 3.69). Intellectual stimulation (β = .22, p < .01), individualised consideration (β = .13, p < .001) and inspirational motivation (β = .12, p < .01) are also significant contributors. The independent variable accounted for 66% of the variance in job performance. Table 4 also shows that, of the variables this study included, inspirational motivation is the best predictor of job satisfaction (β = .41, p < .001; mean = 3.69). Idealised influence (β = .19, p < .001) and intellectual stimulation (β = .16, p < .001) are also significant contributors. The independent variable accounted for 62% of the variance in job satisfaction. The amount of explained variance is unusually high.
In answering the research question of whether transformational leadership has a beneficial relationship with subordinate leadership acceptance, job performance and job satisfaction, this study shows that there is indeed a relationship between transformational leadership, subordinate leadership acceptance, job performance and job satisfaction.
However, uncertainty and change exerted downward pressure on the attitudes and performance of subordinates after elections. This resulted in negative outcomes, mostly at the provincial and municipal level. They include low These results illuminate the vision for the future that transformational leaders need to create to persuade subordinates to perform optimally in a dynamic environment, even in the absence of clear and immediate goals (Nemanich & Keller, 2007) . In addition, in the uncertain context of leadership changes, subordinate job performance and satisfaction respond to the skills of transformational leaders in inspiring and motivating employees.
The findings support the expectation that transformational leaders increase employee acceptance as well as performance and satisfaction expectations. They try to transform the abilities, personal values and self-concepts of employees and move them to higher levels of needs and aspirations.
The present study showed that those responsible for leading departments do not have the appropriate transformational skills to manage their departments effectively and efficiently. This, in turn, has led to negative perceptions of employees about how leaders manage their departments and about their leadership. This has had a detrimental effect on the ability of employees to accept their new leaders and view the 'new organisation and its culture' positively. -Huei (2005) supports the argument that leaders should consider using transformational leadership behaviours to motivate employees at all levels to make the extra effort ('organisational citizenship') that organisations need to maintain quality service delivery during change. Leaders should engage in transformational behaviours, like providing individualised attention to support employees during change and using their intellectual skills to help employees to understand the visions of organisations.
Min
The public service departments that have transformational leaders at all levels from top to bottom convey to their staff, their customers, society as well as their suppliers and financial sponsors that:
• they have a vision for the future • they are confident that they have leaders who are committed to developing their staff members and making the public services sector a success (Bass & Avolio, 1994) .
Contribution to the literature
This study makes an important contribution to our understanding of transformational leadership processes. The findings should encourage leaders to engage in transformational leadership behaviours in order to boost the creative performance of their employees or subordinates and to address the ever-increasing and continuously changing demands of the work environment and society.
Good leadership in the public sector is essential, particularly given the recent scandals about corruption and greediness. The findings add new knowledge that can improve public service practices for effective leadership, the retention of valuable staff members and quality service delivery.
Finally, the findings of this study might serve as a reference point for policy decisions about leadership change.
Implications for future research
This study showed that transformational leadership behaviour influences employees' performance, job satisfaction and acceptance of leadership. Given the lack of research on transformational leadership in South Africa, this study adds to the field of leadership studies by providing empirical research on this topic in the public sector.
Therefore, the study is significant in terms of understanding leadership and employee relationships as well as how organisations can improve these relationships. With regard to current research on transformational leadership in South Africa, this study suggests that transformational leaders could play a vital role in the public service.
This study addressed only three constructs of work-related behaviours (performance, job satisfaction and leadership acceptance). Further research in this field could examine other constructs related to the effectiveness and outcomes of public services. Examples of these constructs are organisational citizenship behaviour and employee commitment.
Limitations of the study
Although the current study yielded some interesting results, there are limitations that could limit its generalisability.
Firstly, the researchers drew their samples from provincial departments in head offices in each province. Secondly, the current findings may not apply to settings where employees are less educated or are not professionals. Lastly, relying simply on quantitative research does not allow for a complete understanding of complex leadership behaviour. It is important, for instance, to supplement quantitative research with qualitative research through in-depth case studies or face-to-face interviews with selected leaders or managers.
Recommendations
Transformational leadership requires an outlook that differs considerably from a mindset of compliance. Managers in the public sector should be experts on using the talents of employees in their departments to achieve provincial competitive advantage. Transformational leadership can play an important role in giving the leaders what they need in order to ensure success.
Leaders need to develop visions that all stakeholders share and should be able to use inspirational language to do so. Leaders must engage in acts that involve personal risk and sacrifice. In addition, socio-cultural and gender diversity require a strong vision in order to focus on mutual goals and provide a sense of assurance. Furthermore, to gain the trust of subordinates, leaders must be role models and show total commitment to achieving the objectives of the public service.
Leaders must commit the resources the public service needs to identify strategic objectives, outputs or results. They must ensure that the outputs, characteristics, work activities and tasks their subordinates perform are consistent with these objectives. According to Dubois, Rothwell, Stern and Kemp (2004) , transformational leadership needs leaders who are willing to add a qualitative aspect to their quantitative mindset and who are open to rethink what they mean by performance and 'quality service delivery' -especially when the work is strategic to the success of the public service .
The national government will need to consider whether the leadership interventions that it has introduced to assist leadership at national, provincial and local level are having an effect on the broader change process that it has begun. More specifically, it is necessary to evaluate the interventions in terms of sustainability, cost and adding value.
Conclusion
Transformational leadership is vital to effective management because the effectiveness of leaders determines the success of organisations. According to Hall, Johnson, Wysocki and Kepner (2005) , organisations that take the time to teach leadership are far ahead of their competitors. By becoming familiar with the transformational leadership approach and combining the four 'Is' (idealised influence, inspirational motivation, individualised consideration and intellectual stimulation), which Bass, 1998; Bass & Avolio, 1993 modelled, managers can become effective leaders in the public service.
One can also use transformational leadership in one-onone or group situations. Using this approach, the manager (leader) and the associates (followers) become 'transformed' to improve job performance and help organisations to be more productive and successful.
The findings suggest that engaging in transformational leadership behaviours is an effective strategy to help line managers (both political and non-political) to meet challenges.
Finally:
when a leader is authentic and genuinely concerned about the wellbeing of his or her followers/subordinates and demonstrates an active commitment to the development of these subordinates, people are changed. (Whittington, Pitts, Kageler & Goodwin, 2005, p. 602) 
